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 
Abstract—Most jobs include training and communication tasks, 
but often the people in these jobs lack pedagogical competences to 
plan, implement and assess learning. This paper aims to discuss how 
a learning approach called innovation pedagogy developed in higher 
education can be utilized for learning development in various 
organizations. The methods presented how to implement innovation 
pedagogy such as process consultation and train the trainer model can 
provide added value to develop pedagogical knowhow in 
organizations and thus support their internal learning and 
development.  
 
Keywords—Innovation pedagogy, learning, organizational 
development, process consultation. 
I. INTRODUCTION 
HE most valuable element of an organization is its ability 
to learn. Improvements in this ability to learn usually lead 
to better organizational performance. People at work places 
have to learn new competences continuously, and knowledge 
has to be transferred, forwarded and adapted. Work tasks 
today require competences to communicate and interact 
effectively as well as abilities to train others, but only seldom 
do the people in these professions have the pedagogical 
education or adequate knowledge and skills to be able to plan 
and implement learning processes in best possible way. By 
introducing working methods efficient in adult learning in 
internal trainings and meetings can lead to improved 
productivity in organizations.  
This article aims to present how pedagogical competence 
called innovation pedagogy developed in Finnish higher 
education can be adapted in various organizations in order to 
develop learning. The paper describes the innovation 
pedagogy approach, the tools and methods to implement it, 
and the ways how these can develop pedagogical competence 
and knowhow in organizations and support their internal 
learning and development. The theoretical framework of the 
article is based on innovation pedagogy and its tools and 
methods. Innovation pedagogy is a strategic approach to 
learning, which has not yet been widely utilized outside the 
educational sector; although, it can offer many tools to meet 
the challenges met in businesses and organizations.  
Innovation pedagogy can be applied in several ways when 
developing learning in organizations. Process consultation 
approach can be applied; especially in longer development 
projects, but also other facilitation methods provided by 
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innovation pedagogy can make even short ‘train the trainer’ 
sessions fruitful and have impact on organizational 
performance. Organizations and their learning can be changed 
only ‘from the inside’ by involving the staff members into the 
implementation process, and thus, process consultation can be 
the appropriate tool for accomplishing the change. In other 
words, combining the methods and tools of innovation 
pedagogy concerning, especially change and learning in 
organizations to the process consulting methods, is a new and 
innovative approach and can offer new solutions for the 
development of learning in organizations.  
The theoretical framework of the article is put into practice 
in the description of real empirical cases. In both cases, the 
client company aims to develop organizational learning by 
providing a ‘train the trainer’ approach for their employees. 
‘Train the trainer’ simply involves training people who in turn 
train people in their own organization. The first case examines 
a longer training process emphasizing the process consultation 
approach, and the second describes shorter one day trainings, 
their objectives, implementation and results.  
The aim is to describe methodological tools applicable for 
all kinds of companies and organizations, not depending on 
the size or the field of the organization. The examples in this 
article are from two real company cases and limited to the 
methods presented, but the innovation pedagogy approach and 
its methods are applicable and useful for all organizations and 
can be tailored to different situations demanding changes in 
organizational learning. The managerial outcome of this 
article is to provide tools of innovation pedagogy for 
organizations; how to generate knowledge together, how to 
share knowledge, and how to learn from each other. 
II. INNOVATION PEDAGOGY FRAMEWORK 
Innovation pedagogy is a strategic approach to learning, 
which has not yet been widely utilized outside the educational 
sector. Traditionally, education has emphasized individual 
learning, which, in the end of education, is evaluated on the 
basis of learning outcomes of an individual. The more 
dependent of each other we become in the networked world, 
where everything has impact on everything, the more we need 
good team players and collaborative experts. Innovations 
seldom are individual outputs but results of that how we share 
and combine knowledge together. Ability to participate into 
innovation processes and be successful in working life 
requires innovation competences, which education should 
provide all their students with in addition to study-field 
specific competences. The learning approach called innovation 
pedagogy aims to develop innovation competences of 
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individuals and groups. Innovation pedagogy refers to an 
approach to learning answering to the needs of working life 
while emphasizing R&D expertise. In the approach, learning 
and teaching methods are applied creatively and in a value-
adding way so that the learners take responsibility for their 
learning and actively strive to reach their learning goals. The 
aim of innovation pedagogy applied in higher education is that 
graduating students are innovative and oriented towards 
different development tasks, which means that they have 
acquired, in addition to the expertise on their own study field, 
so-called innovation competences expected in all working life 
environments, enabling them to take part and contribute in 
innovation processes in these environments [1]. In brief, 
innovation competences are learning outcomes that refer to 
knowledge, skills and attitudes required for the innovation 
activities to be successful [2], [3]. 
Innovation pedagogy is based mainly on the socio-cultural 
and the constructivist view of learning developed to 
encompass the social and cultural customs and means of a 
particular community. This approach extends traditional 
individual based learning used in many contexts to include, 
and emphasize, collaborative and networking based learning 
in order to support innovations. According to innovation 
pedagogy learning cannot be separated from the world around 
us, because the cultural models and ways of operating always 
steer learners and their activities. The relating sociocultural 
theories [4], [5] underline the need to define the cultural 
toolkit and ways of operating in learning in the context of the 
specific time and place. The way how we understand our 
cultural environment and solve problems is crucially 
influenced by the everyday activities in which we take part 
and this places a special emphasis and consideration on 
learning environments, in which pedagogical solutions are 
applied and implemented in practice.  
A learning environment is often understood as the physical 
or virtual surroundings planned and built for learning 
purposes. Innovation pedagogy highlights the social aspects of 
learning, and group processes and interpersonal relationships 
where learning takes place in various, often multidisciplinary 
teams, constitute a crucial part of the learning process. 
According to innovation pedagogy, social learning 
environment is made up by people with various backgrounds, 
qualifications and competences, and by the interaction which 
enables collaborative learning. Equally, the work tasks in 
working life organizations often require knowledge, skills and 
competences which do not go to the scope of a single 
discipline or field of study [6], [7]. The terms used about 
social learning environment such as boundary crossing or 
cross-, inter-, and multidisciplinarity, lack a single 
comprehensive concept, but they all share the same goal to 
generate something new, unexpected and innovative through 
collaboration of people with different expertise and 
backgrounds. Each individual involved in this kind of co-
operation contributes his/her own knowledge, personal 
history, experiences, expertise, skills and attitudes to the social 
learning environment. 
Innovation pedagogy promotes, in addition to the central 
role of the learner, practical activities as well as creating, 
constructing and cumulating knowledge. Scientific knowledge 
facilitates practical problem-solving, but sometimes a new 
practice originates from an immediate need in a practical 
situation resulting in a scientific breakthrough. Also, in the 
area of learning theories in general the interplay between 
theory and the practices in which theories are applied and 
implemented can be increasingly observed. Collaborative 
learning enables different actors to work together in dialogue 
and in interaction in such a way that their own expertise can 
be efficiently shared and combined in new ways resulting in 
something more than the sum of its parts. [4], [8], [9] In all 
fields of knowledge creation we are encountering challenges 
how to create added value required to maintain our welfare 
level, challenges and wicked problems which are becoming 
increasingly difficult to solve within the framework of a single 
method, be that a discipline, a profession, or an expertise area. 
Simultaneously, we need to keep in mind the fact that 
knowledge is at the core of innovation and that innovation 
usually emerges at the boundaries of different knowledge 
domains. Our economies, as well as the success of future 
companies and organizations, is more and more based on 
innovations, which are created by innovative employees 
capable of not only creating and inventing something new by 
themselves, but also of participating in the processes where 
new ideas and solutions are created in co-operation by 
working together. The goal of innovation pedagogy is to 
bridge the gap between education and working life. Learning 
and teaching processes are developed in a way that ensures the 
development of innovation competences and study field 
specific competences of the students and enables their 
personal and professional growth. Learning is seen to be 
deeper and enduring when previously gained knowledge and 
skills are continuously applied to practical situations and 
contexts. A learning process which resembles an innovation 
process develops knowledge and skills and enables creation of 
new services, products, and social or organizational 
innovations, all generating new added value [10]-[14].  
Fig. 1 describes innovation pedagogy in a nutshell, i.e. 
which are the aims, process and tools of innovation pedagogy. 
The aim of innovation pedagogy is to educate learners who 
can succeed in their future working positions. In other words, 
they will be able to participate in innovation processes in their 
future jobs so that innovations are created. To reach this aim 
they have to develop their innovation competences alongside 
with their field specific competences during their learning path 
in the studies. Different phases in the innovation process 
emphasize different knowledge and skills, so it is necessary 
that the learning process itself is planned according to the 
innovation process.  
The cornerstones, or tools, of innovation pedagogy are 
presented in the beginning of the arrow. These include 
activating learning and teaching methods, working-life 
orientation, integration between studies and applied RDI 
activities, flexible curricula, multidisciplinary learning 
environments, development-oriented and versatile assessment, 
entrepreneurship, internationalization, and renewing teacher 
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roles from teacher to coach and co-learner, all together 
contributing to the development of learners’ innovation 
competences. 
 
 
Fig. 1 Innovation pedagogy in a nutshell [15] 
 
III. IMPLEMENTING INNOVATION PEDAGOGY IN 
ORGANIZATIONS 
Developing learning in organizations usually means that 
more or less changes are needed. Applying and implementing 
innovation pedagogy in organizations means that there are 
means and tools to develop learning in the organization, but in 
order to apply them there is a need for changes in ways of 
action. Schein [16] states that change is a process with specific 
logical stages and that various mechanisms of change have to 
be managed at these stages. The first stage called unfreezing 
must provide disconfirming information and connect it to 
significant personal goals or ideals so that guilt or anxiety will 
be felt, and at the same time it has to provide enough 
psychological safety so that the disconfirming information will 
be attended to and not denied. If the target group through these 
mechanisms becomes motivated to unlearn something and 
replaces it with some new learning, they will do so either by 
the mechanism of identifying with a new motivating role 
model or by scanning the surroundings for information most 
relevant to the problem. The actual change taking place can 
then be seen as a cognitive restructuring/redefinition of the 
problem that leads to new perceptions, ideas, judgments and 
ultimately new behaviors. Finally, the change process will be 
completed when these new responses and reactions are tested 
for fit with the rest of the self-concept, personality and the 
learner’s relationships. Schein states that only when the new 
responses are confirmed by important others we can say that 
the change has really been stabilized [16], [17]. 
The term process thinking refers to an approach which 
plays an essential role in development challenges in 
organizational learning. It gives guidelines how to help people 
to make changes, how people get committed to the changes 
and how to learn to conduct changes in an organization. The 
aim of process consulting is to create opportunities for 
planning and implementing changes, and therefore, it provides 
often a practical framework and methods for organizational 
development and learning.  
The major motivation for process consulting is to help 
people in organizations to help themselves, i.e. the consultant 
working with and not for the customer is the leading principle 
in the process consultation philosophy. In other words, process 
consultation is an organizational development tool where the 
target group participates in the development of their own work 
processes and work community. As a development method it 
underlines the responsibility and central role of the customer 
in the process. These elements of involvement have a positive 
impact on the customer’s feeling that he/she really owns the 
process. This sensation adds to the customer’s commitment to 
the issues such as decision making and practical actions, 
which are both relevant for success. When the target group 
members are involved in the development process and given 
decision-making power, their commitment to the 
implementation is increased significantly.  
Process consultation and management consultation are often 
defined as reverse concepts; process consultation is frequently 
seen by its promoters as a better and more efficient style of 
consulting. However, in practice, almost all management 
consulting involves a mix of expert and process approaches, 
where the consultant frequently has to shift roles between both 
approaches to meet the needs of the situation. Anyhow, 
process consultation most certainly has many strengths and 
benefits. Compared to experts who offer packaged solutions 
that may have general validity but in fact are not the best 
solution for the organization, process consultation has the 
powerful benefit of being by its nature especially tailored to 
the specific situation.  
The process consultation process can be divided in several 
stages, the first being the first contact with the potential 
customer. The aim of this stage is to find out if the consultant 
has opportunities to help the customer, and whether the 
customer can really benefit from the consultation. The next 
stage is the consulting relationship to be defined (including 
e.g. expectations and customer roles) and outlined (e.g. 
objectives and schedules), and the working methods are 
settled. At the stage of information gathering and diagnosis 
insights into ‘what really goes on’ are needed next. There are 
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lots of different diagnosis models available, but it does not 
mean that there in every situation must be a diagnosis period 
followed by an intervention period, because in reality, 
intervention begins in the very first customer contact. In fact, 
everything a consultant does from the moment of the customer 
contact with the consultant is an intervention of some kind, 
and therefore, it is important to underline intervention as 
central. In other words, there is no diagnosis period prior to 
intervention though many consultation models present it as 
such, but they are often going simultaneously. However, 
diagnosis models can help to anticipate and evaluate the 
situation, but it is good to remember that both diagnosis and 
intervention are both instantaneous and perpetual processes. 
Finally, there is the stage of closing, where the consultation 
process includes the evaluation procedures of the process [16].  
Process consultation method is a smooth way to implement 
innovation pedagogy because both approaches aim to help 
people to help themselves, i.e. no ready answers are offered 
but sharing of knowledge and experiences are emphasized. 
Process consultation can be applied, especially in longer 
learning development projects, but also other facilitation 
methods provided by innovation pedagogy can make even 
short ‘train the trainer’ sessions fruitful and have impact on 
organizational performance. ‘Train the trainer’ simply 
involves training people who in turn train people in their own 
organization. The train-the-trainer or the TTT model, which in 
the literature is also called pyramidal, triadic, or helper model 
training, focuses on initially training a person or people who, 
in turn, train other people at their home agency. The main 
advantage of the train-the-trainer model is its promise of being 
both efficient and cost-effective [18].  
IV. DEVELOPING LEARNING IN ORGANIZATIONS 
In the world of dynamic changes and in global competition, 
organizations need to learn more than ever. Each company 
must become a learning organization. The concept originates 
from the 1990s, stimulated by Peter M. Senge’s The Fifth 
Discipline [19], as well as many other publications and 
research reports. The outcome was a vision of an organization 
made up of employees skilled at creating, acquiring, and 
transferring knowledge. Such learning organizations would be 
able to adapt to the unpredictable more quickly than their 
competitors could. In order to develop to a learning 
organization, a supportive learning environment has to be 
created. A supportive learning environment provides 
psychological safety, so that participants must be comfortable 
expressing their thoughts about the work at hand. It has 
appreciation of differences, because learning occurs when 
people become aware of opposing ideas. Third, there is 
openness to new ideas, which means that employees should be 
encouraged to take risks and explore the untested and 
unknown. A supportive learning environment also provides 
time for reflection enabling employees to become able to 
diagnose problems and learn from their experiences [20].Also, 
changes in work encourage organizations to develop learning 
among their employees more than ever, there is more working 
in teams and projects, and work tasks require collaboration as 
well as transferring and creating knowledge together. Most 
work tasks nowadays include training and educating other 
people, but often the people in these positions lack pedagogic 
competence how to plan and implement learning as well as 
how to assess the outcomes; i.e. whether real learning has 
taken place. Additionally, transfer of learning, i.e. the 
dependency of human conduct, learning, or performance on 
prior experience, can make it challenging to develop learning 
in organizations, because people tend to act as they have done, 
or learnt, earlier. For example, there can be a belief that by 
listening to a lecture or by reading a book guarantees that 
content has been learned. It is not always understood that 
activating and participatory learning methods, such as 
discussing and sharing knowledge with others and practice by 
doing, provide essentially better learning outcomes than 
passive learning methods such as reading or listening. 
Therefore, developing learning in organizations often needs to 
be started with discussion on participants’ beliefs on learning.  
In the following, the theoretical framework is described in 
practice with two authentic case studies. The consulting party 
here was Turku University of Applied Sciences (TUAS) 
where the consultants came from TUAS Innovation Pedagogy 
research group.  
A. Case 1: A Longer Development Process 
In the development process described here, the customer is 
a global, Finnish-based company in technologies, especially 
for the marine and energy markets. It operates in 70 countries 
and has its biggest outlet in Finland, where this development 
process took place. The aim of the development process was 
to improve the training competences of the internal trainers of 
the company. These trainers organize customer trainings, and 
the company aimed to improve the impact of these trainings. 
The participating trainers did not have earlier studies in 
pedagogics.  
The first contact leading to the learning development 
process came from the customer’s suggestion. There had been 
some co-operation activities between the organizations earlier 
and the customer had heard about innovation pedagogy 
implemented at TUAS. After discussion on the TUAS 
approach available and approval of financial arrangements, it 
was decided that a contract on the development process could 
be made. The aim of the agreement focused on the 
pedagogical competence development of the trainers in 
customer organization including, in particular, the application 
of innovation pedagogy learning methods. The development 
process was planned to take about half a year. 
The process was started with information gathering and 
diagnosis, in addition to discussions with customer, with a 
situation analysis with the participants where they described 
the concerns and needs related to the current situation. This 
diagnosis and analysis stage was necessary for making a 
roadmap for the development process and it was conducted by 
the participants. However, it must be stated that the diagnosis 
stage actually took place during the whole process. The stages 
of problem definition and solution searching are more or less 
interconnected, in other words, the problems to be defined 
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when the objectives are compared with the current situation. It 
is typical for a longer consultation process that the diagnostic 
work is needed during the whole process e.g. after every 
intervention. The diagnostic stage in the beginning of the 
process revealed the current situation in the organization 
concerning the change process. The unfreezing stage had 
already taken place, because there was anxiety concerning the 
current situation, and the participants were evidently 
motivated to unlearn something and replace it with new 
learning. There was no negative feedback from the earlier 
customer trainings, but because these trainings were no longer 
free of charge for customers, the company and its trainers 
wished to ensure the impact and further improve the success 
of the trainings.  
The interventions during the development process were 
numerous. The working methods in trainings were decided to 
include e.g. consultation focusing on interviews, observations, 
one-to-one and group discussions, and collaborative seminars 
implemented with innovation pedagogy methods. The 
implementation was structured according to Fig. 2. The first 
training day focused on topics on learning, such as 
understanding of learning, learning and teaching methods 
according to innovation pedagogy and assessment of learning. 
The participants were instructed to adapt the best practices 
into their own work. There were no ready-made solutions 
offered to the participants how to implement their own 
trainings, but the idea was to widen their awareness about 
different approaches available and their impact on learning. 
The approaches and learning methods discussed and tested 
focused on methods which according to innovation pedagogy 
are the most successful in adult learning, such as different 
participatory and collaborative methods. The trainers from 
TUAS went to follow each participant’s customer trainings in 
authentic situations, after which, an evaluation discussion was 
organized between the trainers and the participant/company 
trainer. Thus, each participant received personal feedback and 
made a personal development plan together with the trainers. 
Later, one more training day was organized based on the needs 
found in the follow-up, mainly focusing on the methods to 
facilitate learning. A few months later, a follow-up workshop 
with the participants was conducted in order to evaluate the 
impact of the training process, especially on the customer 
trainings. The working methods during the whole training 
process originated from innovation pedagogy; all interactions 
were based on dialogic and collaborative learning, the 
participants with different backgrounds were challenged to 
discuss, share experiences and learn from each other. Special 
attention was paid to the social learning environment in order 
to create a safe and relaxed atmosphere to encourage 
discussion and sharing of experiences. Self-assessment and 
reflection were emphasized to make people aware of their own 
thoughts of learning and to challenge their earlier ideas. 
According to process consultation approach, the trainers did 
not offer any ready-made solutions; however, the participants 
were encouraged to make their own decisions how to develop 
their own trainings. 
The evaluation stage continued during the whole process, in 
other words there was both diagnostic, formative and 
summative evaluation conducted during the process, which 
helped in reacting immediately to upcoming new questions 
and supported in targeting of new interventions. It was said 
earlier that the change process will be completed when new 
responses are tested for fit with the self-concept and 
personality and within the participant’s relationships. In the 
final feedback, the participants brought up that the 
development process had given support and encouragement 
for own thoughts to which direction the trainings should be 
developed. The process had provided many practical ideas to 
the implementation. Especially, the topic of learning methods 
was seen as the most useful part of the content, i.e. various 
learning facilitation methods and versatile methods in dynamic 
learning situations. Understanding of adult learning was 
mentioned to be increased. The competence of learning 
assessment was mentioned to be improved, which is important 
when the impact of training has to be measured and evaluated 
especially in customer trainings. On working methods, open 
discussion, sharing experiences and learning from others were 
mentioned as the most fruitful methods used. However, the 
main problem was that the most of participants felt they their 
possibilities to put new pedagogical ideas to practice are 
limited because the lack of time. Planning and implementing 
the trainings in new ways needs time for reflection and 
requires collaboration with colleagues, which were mentioned 
to be big challenges in the hectic working environment 
 
 
Fig. 2 Interventions in the training process 
 
B. Case 2: A Short Train the Trainer Process 
The process consultation approach was applied in the above 
described development project, but also other facilitation 
methods provided by innovation pedagogy can make even 
short ‘train the trainer’ sessions fruitful and have impact on 
organizational performance. ‘Train the trainer’ simply 
involves training people who in turn train people in their own 
organization. The TTT model has the promise of being both 
efficient and cost-effective training method. The customer 
company using ‘train the trainer’ model in this case is one 
factory plant of a global food industry company. This 
company has four outlets in Finland having about 500 
employees. The factory plant requesting ‘train the trainer’ 
training had met the problem their employees having more and 
more training tasks internally but missing pedagogical 
competence. There was uncertainty whether their trainings had 
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the desired impact, i.e. whether real learning took place. 
Additionally, the methods and criteria for assessing the 
impacts of trainings were not familiar for people acting as 
internal trainers. 
It was agreed to organize some ‘train the trainer’ workshops 
aiming to develop pedagogical competences of participants in 
implementation of various training sessions. The ‘train the 
trainer’ trainings were implemented as interactive workshops, 
emphasizing collaborative methods as well as the participants’ 
readiness to bring their own thoughts and experiences to the 
common discussion. These workshops were one day trainings, 
organized three times for different groups, group size being 
from eight to 13 people. The contents focused on topics such 
as understanding of learning (learning styles and ways, adult 
learning, collaborative learning and group dynamics), learning 
and teaching methods according to innovation pedagogy 
(facilitation methods, versatile methods in various learning 
situations, choice of learning environments and materials) and 
assessment of learning (how to ensure learning, versatile and 
development oriented assessment methods, reflection in 
assessment). The feedback was collected after the trainings. In 
addition, one more workshop was organized few months later 
as a follow-up seminar. The experiences and best practices 
were discussed and future actions planned together. 
According to the feedback, these short workshops improved 
the internal trainings of the company and enhanced their 
impact. According to the HR manager, “there is no negative 
feedback at all, the trainings were useful and gave more than 
we expected. We received a lot of ideas and practical hints on 
how to implement future trainings. The trainings were very 
pragmatic with real examples. From the viewpoint of the 
training providers, the trainings were maybe even too 
efficient, because now we are able to implement similar 
training for other staff members according to the same 
model.” 
V. CONCLUSION 
Process consultation can help in the learning development 
of organizations, and collaboration is in the core of it. Staff 
members participate in the development of their own work 
processes and the working community. The commitment to 
the development process can be improved considerably by 
taking the participants along to the development process from 
the first start and given them an active role and decision-
making power. The case examples show that innovation 
pedagogy can be used for the learning development of 
organizations with process consulting, but the objectives must 
be realistic and applicable in the specific organizational 
context. Innovation pedagogy tools and methods can be 
utilized to develop an organization’s practices and ways of 
working, but a more holistic and sustainable change requires 
intervening in also processes, for example, by providing the 
participants both opportunities and resources to plan, 
implement and assess new ways of action. Concerning the 
case examples described earlier, further development will 
depend a lot whether the anchoring of the new actions to the 
practices and processes will be conducted. However, in the 
development of learning in an organization, process 
consultation approach and innovation pedagogy methods can 
be the most powerful tools in order to conduct real change. 
With process consulting it is possible to improve the 
customer’s own performance and initiative on a sustainable 
basis, and thus, the bigger the needed change is, the more 
process consulting can help the customer and the organization. 
Innovation pedagogy methods can widen and renew 
understanding of learning in organizations as well as offer 
practical tools to improve learning, and therefore, change the 
ways of action in all training situations.  
The development of learning assessment methods is a 
valuable outcome of adopting innovation pedagogy approach. 
It is difficult to develop a clear understanding of the current 
situation of competences or to set targets for the future 
competences which the trainings aim to provide, without an 
accurate set of relevant indicators and management of 
appropriate assessment methods to guide the learning process 
and evaluate it. The assessment methods and tools of 
innovation pedagogy make it possible to evaluate the impact 
of innovation pedagogy trainings as well as the trainings 
implemented by the training participants. The managerial and 
financial evaluation of trainings can be ensured which has a 
direct impact on the evaluation of organizational learning and 
development.  
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